—

G

" of marginnl or subnnrginai TP

~&, Sanitized - Apggpved For Re

REE © oy
v

t

25X1A2g

£

lease : CIA-RDP67\Q@896R000100150

:I::ﬁ&- FUR THE
RAPID TRANSMITTAL OF IN ON REPORT'S AND CUSTOMER RFACTIONS

T

complete 3Z-page pr

(NOTE: This e an ﬁ:rwia.tmv version Of the

for DD/I use.)

The_Problen
The problem faced by the §
teiligem:e field comes under t
&. Speed of processing,
b Qlity of mporting,
sources -~ g.t the eafliest POER
¢. Tailor-made disseminat

with reteriels not pertinent to

Theze facets are interrvelngxd. Processing deiays in getting reporis

to custamers Lreed additicaal delsye in gatting reactions wnd eve.lt*e_ticns.

to the colleciors.
in it Gue %o time lag procuces )
production.

If we are eble siguii‘ican‘»:]

and their aggregate time, users

in furnishing feedback %0 the cgllector. Collectors will %Lppfeciaﬁzre thie

timely interest in their operat
+
will be encouraged by the speed

the interest Washington hus takgs in it.

Speed and quality are pertd

The helf-Lif: of informmilon :Zs shore ;5 lose of 5 ntefem;

vigal; it wes prepared

mey Plarndng Grouj in t.hab routine in-
¢ headirgs: :

ting adventage of navw ?;ec:bnolagy;
amigaing smbm:gibal infoymat.ion --p end
yle stage; | |

m to keep acalysts from being floofed

sheir work.

liek of interest in improving the solnrce’s

7 to cut the number of processing sveps

s411 bether recognize thelr own interest

ons; ard case officers and sources nlike
with whica their material wmus hs.ndh*d, and
sularly ~losely lnterwoven in the field

ting, I? users can let the collector
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knov ¢ulckly that certsin matery
effectively re-directed o atai;p
structive enterprises.
not communiceted., opersailicas zo
the Agency's best aseet, its pro

them.

In late 1958 the IX'T appoin
elements of the Agency corcerned
porting systen fcm CIA viieh wowl
flow of reports to tbe velag srel yste.

veloped by mexbers of this plaongng grop.
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le sre valueloss; oparel leas csn be

id, frecivg fleld maapower fov nore cone
aeovery of lack of value is delsyed, or
o {rdelinitely, producing nothing, nnd
;.essicmn]. menpover, remalot tied up in
2d 8 plenning group, ra;z::*(ﬁeammng g1l
tc reccrmend 2 comrmunications and re-
4 resu & in & speedier ond move efficient
e proposal below bns besa de-

It 1s designed %o cover s

fairly limited number of CIA repirts in the early steges of its operse

ticus.

percantege of CIA reports aod pojsibly oven the reporie of

It is also desiguel, hewjver, to te expanded €0 cover s largsr

other inteilis

gence agencies il operatlrz expelience proves that these stops may be

desicable.

The Need for a More Expeiiiious.

$ystan of Ropoiiing

A3 a resznlt of reconmandnti
Comsultents on Forelgn Int2llig
Preaident hes directed tae

intel]

for the r@orﬁsﬁfﬂzﬁﬂﬁiml 14;5.1».

- zsyﬁz‘@"»‘

minutes,

task. In devistng +u: [N

tions Comulttee advanced. rnd the USIY cpoeorad.

-~

system of reporting of ~»i-icsl 1

Ens wode by the President s Board of

etce Activitise {the Bull Comnittee!, ths

igeace commnity to establish o sys.enm
felllger o2 within speeds uposroaching ten
bean ceslgand o peet thls specifi-
§ystem, however, the fritisal Comamm .-
the view that Tor any

atelligense to

nehieve maximum effi iency,
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it wes esasential that tharz be g} Increrged flow of wore timely baskzrourd
data egainast which to assess itegsm of critieal
In view of the ermergiag cepp bliity of the

of guided missiles snd tie generyl sgeed.up in

comnunicetions, the DD/I has sets

ing system in the intelligance cfrormuait; vhich

intelligence informeticn tos the
the preperation of the repors m
mechanical tezhniques gie 3wfiic
gonl.

Before developing ¢ :vrston
entire intelligence ccmsurnity, 5
for its own reporting that wiil |
twenty«four hour goal. (b2 supe
in the development of this inter
for a rapid systeis enccoane seing !
conmnity .

At the present time 11To. s
over an extended pericd of tilme
infarmtim is recedved r a nat
the cabled reports of other :‘:p%
Services of CIA,

The builk of th

dispatch or report form v sev

intelligence.

Seviet Union in the fleld
the field »f woapons ard
a3 a guel the establishment of e report.
will get sutstantially &ll
fnaiyst within tventy-four hours after
tha T10),

Demanind eoticne ard other

Featly cfvanced to make thies a feasitle

has es inolufe the reportlag of the

in necessury ikab O dovelop & sy elew
b ove Lo erd thae sehievemsst 2f the
| Lanze feined ead dhe bechwigues deviecd
el avecer might vell presdda vhe besie

L2 peny ivder of the indelligzence

jion I8 reeeived by Sntelligsnoe snelysts
| Thae tie evant helng reported. BSox:e
zr of lovres or days Yrow the ¥BIS s.d
ting goeneies. ineludinz the Clendesting
| inforretlon, however, ia socelved in

ral vecks o monthe following. Por

evemple, Clendestine Servi:es -m‘p‘; o3, aceording o a receut

two-day sanmple, reach the anaiys

5 desls oo nn average of 54 days aifter
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their acquisition in the Pield

A schematic chart of the present and

the desired patterns of «he regeipt of reports by anslysts £:ilows .

Synopsls of the Froposul
The cycle of the proposed

writer vith a tape by-preduct.

b.  After mechanica’ enurj

by unsccompanied pouch oy, as

electrical means.

iting,

3ystem consists of the folloving elcmanta:

&. Reporte are typcd at §1e field ataticn 1n_ on & Fiexo- 29X1A2g

tepe is forwarded to Herdguar tere

i-26 equipment bvecomes availebile, by

¢. Aftser mechanical decryjting ai the Headquarters Sigonl Canter,

clear text tape is furnisaed thé Cablie Secreteriat.

d. On a twin of the iz;put:
matically typed in- )

2,
appropriste ISC codes on -ha ma
semination normelly accomplighed
revievs its coi:iea » odding apping
tions and waking minoxr e::::«:z-mct:id
Cable Secretariat.

f. The fully ISC coded, 1

then run off for externsi ard in

8. Initial Resetic: 3heets

An OCR document analyst

Floxowriter, the clear toxt tape is srtso-

bd carbons furrished to the action dagl .

aesigiel t¢ the Ceble Seoretariat Hlsces
¢ bogether with oun indiention of the dis-

by €CF. Simultaneously. he action deak

rieie ealense end dissendnation inntruc-

18. A capleted copy i rebturned o the

25X1A2
| .eased, corvsoted, asd is

rernal A ctributica by meseanger or elec-

{32 Autechuent £) ure £11ied in by

analysts with substantive interelta , amt returned within three workiag

days to CCR.
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h. The Machine Bran:h of {IR procesees incoming Initlal Poaction
Sheets on punched carda. Lists|of Requirements sre processnd o th: snon
maaner. Reproduced decrig of ‘th?-sa oIS go to the Machine Yranch oo RID »
DD/F. |

1. OCH furniehes VDY incdrna’ disseminaticn snd doowsent PrOCansiog
officen with appropriately orgafized tevulatiors of anslyebs ' reachiong to
disseminaticns they have seceivgl {Gueation 1), and liste of 180 ot Ang
proposed by analysta whiel wes 43t Voressen i the initial coning pyodess
{Question 8}.

Jo Meeniloe, the Machine Faach {0 the 5 has punched. enrdy nf other
Information, such ee yrepoi t nulgrs s ProjECRE, scurces, oviginating sia-
tious, appreisal, subject eto, Upon gecelph of the cerds wede from Tatticl
Reasctlion Sheets, 1t proceiges tif e for tg ausuls felon of speeilically pervi-
nent tabulations by pouch ar neiftaw2 to tbe Iield, wilh 2apieg to toe

desgits and Btaffs conceruad.
25X1A6d

A pllot model of thiz systef ama b Froogptly estanlishud
25X1A6d

- Beued or edxpmrience with this molel,

the whole systlem van then e edapled oy Wae wlsevhere and saroisule:
features apresd out to cover S soriir g acsots the howrd., The f;-.xmm ol
whether and how to apply the syaten o cusdorers in other Kremetes onn
then be worksd on piseanss .. |

Therw is no mechanien! reands Wiy tae full opele of raporting He the
customer, end return of initisl 4ietume: regotions to the tield, neet haks
longer thun ten working de.s, Lo fracenr snded scueh (8 wsed, snd leng {F
tape 18 tranemitted by elecirioni mesns.

| -G
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The Initial Reaction Sheet

While the fornm 1is aelf«exple.};;atcry, s=veral points should be medo

in support of it.

Every department of thae Agenfy has experienced a steady increase

in business, volume of pave-, o'pel ational activity, number of reports,

number of cable groups tranimitt : s> ehc., every year. There appears o

be a steady annual growth of betwjan 10 aad 15%. It is the result of
15 years of preparatory wor: now §lving us, in volume if not in qualizy,
increasingly the product we hawve pought. On the other band, we have
reached our pesk in manpover. | |
Sooher or later this cunflief will cease tc be merely annoying.
Most of us plead that we ar: so oyerloaded that we cannot take oa

another piece of paper or azxother‘ form. Individual components strive
valiantly to lmprove the eoflectiv¢aces of Zheir use of manpovwer by

regulating themselves a lit:le be{ ter in one respect or another, but
the paper flood does not diiinishy

The fact is that all e.ementg§ in the reporting business, from

procurement through analysis, ara
most serious problems facin: each
their exclusive, individusl conce;

problem, then new solutions offer

simpler and more effective. Ve rq.ﬁ‘er t-o_ "The

Guiding of Intelligence Coll ection

parts of a single whole. Once the
af the components are viewed, not as
1 but as aspects of a single large

theuselves vwhich may tené 4o be

,'" Studies in Intelligence, Vol. 3,

No. 1, for other aspects of the gsne issue.

Let us have the courngc to f4ce the analyst -- to begin with

K
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within the Agency -~ with Auothei form. The payoff will he worth it.
Three nspacts of the reporiing p?ablam er2 eowbined in it: +Loonz of
appropriately iimited diaswminaticn, of edeguate I8C coding for later
retrieval, and of a quink uxpres%ion ef interest to sasist the colle~tor.

Only those analysts should i& asked o use the form vhose "feedback"
will be worth 2xploiting, : .e. tﬁa speciailste concerned with the sube
Ject matter reported; thos« reupémaihle for writirg collection require-
ments; those whose work wil auféer if informstior is not adequately
retrievable for lack of cof ing. ;It stards to remeon that their coopera-
tion will be guickly reverced by?weceipt of fewver reports which are of
no interest to them; by reﬁriev&f of filed weterisls they need in resoareh;
by more direct and effectire conikiot wits the ccllectors, itrigeered 1y
their respeonses on the IFS

The snalyst has more ;mpovtas busisess thoo to P11l i forms;
hence the form must bve siugle, Ei%‘%ﬁﬁy w6 uze end mail.  We aight
provide perticipating enslysts wifh blens: forms, and pre-cifressed
envelopes coutoining identd fying jre-punched cerds, to rake precessing
eapy at all stages.

Punchad-curd proceselr 3 of filleimin IR8 ferme should bz used fo-r
all reporting derived fron 6. This w1l: aliow us to vee thr form in
a gingle copy never reguiri g maaéal Aerting ané dletribmtion. ALl
derived products teke the f.rm of: taiilcr-zade mechine tebuiations.

The Zorm as it sppencs in th# sttashzaat, elthough fiaiched in

appearance, 1s merely a dva’™t For liecuseini and Surther refinement: .

o8-
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Feedback for Coders

Every theoretical discussicn of retrieval problems brings ont She
inevitable humen limitations ia the coding process. For a recant poview
of this problem, see Paul A. Borsi's article "On Processing Intellijsence
Information, " Studies in .ntelligence, Yol. 3, No. 1.

Analysts in the Dowunent D}vision are not ormiscient universsel
geniuses; they are able to assiga the epparently essential codes » but
they are bound to overluoi., or n3t to be awsre of » angles under which
retrieval might in future bacone ensentﬁ:a.‘tz. Thie ie the primary eriticism
of the present library syctem, laveled at it by personnel us;im; it. The
inteliigence subject code, prasait or rav:i.séd s is 2 aplendié instruront,
useful exactly to the pciit to wilck eoders properly foresee the herdings
under whieh material mey 1eed to he recovered, but no further.

The better and more videly lnmown the Intelligence Subject Cede, +he
more it is direetly used end comirituted to by experts in thelr veriocus
fields, the battav the veirlevel system. The Tnitlal Reestion Shest Pro-
vides a slumple method of contrilting to the ecding. This presumes that
the ISC codes originally e3sigre by dov_:lxment enelysta are available on
the report for review. Ary analyst who receives a copy can take cars of
his own intersste teyond {1e initiasl cocirg by adding eppropriste ncles
en the form.

Machanleally. the additional entrics will be relferred to the Do
ment Divisico in weekly uzmlsticns. T ege willl cite the neme of eash

contributing analyst, €l additican) cofes enck hos rroposed, snd the

-
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report numbers to whiéh these pertain. They caan appesr in document number
or ISC Code order, or any other desired ar;-angeu'xent, for discussion with ‘
the proponents if this is indicqied, and integration into the system.

Gnce this feedback process nas been underway for some time, and
analysts have become used to it; it is to be boped that they will develop
such confidence in the ability 97 the library -- particularly as mechani-
zation provides increasingly rellable aad repid service ~- to retrieve
what they need, that they will tT, villing to dispense with the bulk of

'their own paper holdings. Witk : 1t participation iﬁ “the coﬁin&: process,

this confidence, we believe, capiot be established.

Feedback for Disseminaters

Background Papere Nos. 1, 3 and 4, when recd together, spell out

ancther cause of delays in preeepsing information reports to the ultimate
Agency user: The method, 10w in use, of successive dissemination tkrough
organizational channels, with m-lor distribution to the Office, from there
to the Branch, from thers ic indfvidusls. Ealk processing through several
steps is inherently inef?i dlent,| vhen scen 83 & whole, not only in tarma
of time, but also in teras of the nuwber of coplies required which must be
based on extreme potentiul needsa‘ rether than specific known needs.

Altemtivel&, dissem natiog mizht be echioved within the Agenes,
from a central point direc:ly to|indivicdual ana.’yate, on the bhasis o
their specific mqui‘remnt‘; s kept up-to-dlate or & con/tinuing, basis, Yy a
feedback system suitable t: :mf:}malz&.tinn,

| <10-
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Under such a systom, iiasmﬂ‘;nation cen take place by fublects cofled

in the ISC, thus taking af van
prcpocul reporting system will

r of tha fact that raports zoved by the

vy pertinent codes on emy cogy° Coded

reqm.rmts, on the one lard, Jul coded reporis on the other, ere ¢ pre-

requisite for any atterpt to med
ination process. {Upbusual spot
system, ) |

An analyst's Statemert of

instance by tabulating hi: respq

hoenize the routine portion of the a4 sinom-

vequirenents would ba handled cutside the

uirerents may be darived in the firat

fize to Question 1 of the Mmitial Rerctiocn

Sheet over a perlod of sone monfas. The tebulation would sentain &) the

reports he recelved, and
Document anelysts could 1ensliai

‘hair fudjecte in Herms of the &0 code.

2 this tohuletion izto o tontative [Yate-

ment of Requirements, for refingment 1p discusslon ¥lth the analyst cop-

cerned. This would yleld the a

on which disseminationr & him 518 be basad.

j2lyst e current Staterent of Reguircments

This ia fuwn wenld he

kept up-te-date ‘by tha cor t;!.nmp; feedtack of his reaciionsz on the TRS.

The experimnt. ia auf amtié dimw:imﬂon noy undmw in AFCIl-1

indicates that much esldit’ m}.
straight-faced, undiscriminat

spelled out requiremsuts 1hich

analysts, but cause hash 'y machine.

properly used -- will ten %o gl

sper ls pumped into the =il by the
mcizim, This is dwe 4o inadeguatly

re odequately uxdersteod Ly trained

£ Taedbeck system 2a proposed hers --

ve the anilyst and his m@arvissr dizect

[
control over the volume of infopmaticn dz2liverel to the "In” basket.

The superviscr 1s an later

responsibility for a proper wOr
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This, in prectice, 1s & m:at A1S°lcult teok; most supervisers carry thelis
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own workloads, and 4o net inspe . thelr subordinetes’ "In” bashuts et
regular intervals. Based on Initial Resctior Sheet, supervisors may
receive evary week, or et any otjwor converient irnterval, a tabuleticn by
name of thelir subordinateu of reports they took in, and their reac-
ticns to them. This is a teoz.,%ach might lend iteelf very well to
proper worklosd distribution. |

Bffect on Substantive Evs asticop

The amouat of bookks:ping n%m underteken in the O to sesp track
of individual projects sn:. the-ir; reparting procuct is very coasidere
a.blé. The schame ms ocutl.aed befe does oot encoapass the present
substentive evalustion ﬁrczecesa ’ ,‘Ethe rportance of which is (a no way
affectad by it. In presout expeiience, mere than hell of the rather
‘elab‘omté Form 39 are returnad by cusioner a:aa.i;yata with chaek marks
only, and no substentive commentf whatscever. By diverting these to
the IRS, and by freeing desk sud, Staff perscanel of routine bookkeep-
ing chores; it sbould be :asidle to epend more time in perncanl or
telephone contact wiith quuiified anslysis to ottaln specille useful
coments . |

e novelty of this ochame, which 58 aplt to meet with some sppro-
hension in the C8, consisic of tks dizect, unirhihited two-diy compaxle-
cation between the recipionts of luformetion aw. itse prmc;zara s AR
1!11%1.&1 resetion te the produet 53 gapt right tack without intervention
at the Headquarters desk. Tuls gmries the vlek <het the fleld may not

]2
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irdependently on the fesdbeek 1;3 stop or redirect a project, as the case
mey be, without being so airectm by the Heosdquarters desk. There sre
two sides %o this coutrovarsy: ve would sargue that the C£ hove perccnnel
in the field sc competent that ;ne entrust them with the cemduct of
operations vhich sometines ca.n‘i: considerable risk; we car rely on them
to discriminute. Furthermore, .he desk 1a in & position rapidly to edd
its commente to the neterial camism,w tc the field, sinece it receives
a copy simultaneously. |

{hder the impetus of this %azyate.mg it is to be hoped that substentive
evaluations will be processed o the £leid with o speed approximating
that of the Initial Rescilom u;gam.. They now take on the order of six
months to resch tha fleld frwme éste of the originsl report. Doy
are often vaiuveless by tiab mi The veaesons for thess deliys are Tovr
the noat pert mechanicel snd uf.‘tl be samarantely investipated and denlt

with.

«13-
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Report No. ' Name of Analyst
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INITIAL [REACTION SHEET
R

i

Office Ms Date

1.

Se

TB

8.

The importance of the subject of%this report to this office:

a) Major ©b) Moderate o) Niuor d) None

The information in this particnlér report:

a) Fills an informationnl gap ;b) routine interest ¢) useful asz backgrourd
d) Marginel interest ) no ix%terast to this office

We claesify the authenticity of &ontent as:

a) Truve b) Informed speculatfon o) Rumor d) Feise e) ¥No upinion
The information contained in thl* report is: {check one)

a) New ©b) Previously !'epol"!‘eé1 by C3 o) Adequately covered by other
Covernment Agencies d) Avana%le in Press or other overt channels

(a) The information is useful to%thia of fice for:

1) Comfirmation 2) Support].n* deta 3) Mcdifying data 1)) Supplenment
(t) The informetion is of doubtfyil use because:

!
1) Conflicts with inom facts :2) There is no aveilable informatim to whish
’ to compare 1it.

In terms of completensss gs it s‘é.uda‘ this report 1s:

a) Satisfsctory b) F‘m{;mm%y kot veeful o) Useless
This report £ills the ret‘erencod%reqmiremnt(a}:

a) Completely b) Subs‘t-sn’siali e¢) Partislly d) Sketchily e) Not at all
As to further CS collection efforts on this subject, we sdvise:

a) Priority effort 1) Routins effort c) No further collection
A detailed evaluation is: -

a) Attached b) Will foilow ¢) Not intended

{s) 1ISC coding of this raport isgadeqmté. _____ yes " no

—————

() This report should be retrieyable under the following additional ISC and urea
codes: ‘

Subject Area Subjocfl. Area Subject Area
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